Series |l
Subjects Files,

1916-1973

Box 12, Folder 1
Naval War College

Correspondence and |
memoranda,
March 194 3-

December 1947




COMMANERR HAVAL AGTIVITIES JAPAN

Here is a thought which I had when at ths Collegs. It has bothered
me ever since. I dontt know whether yeu stiil seore gunfire at

tactical games, or bamb hits, or whether that is tco old fashioned.
But when I was there they did, and the umpires always worked up the
seors on the assumption (unstated and frequently not realized) that
the zunfire effieciency of the two sides wes the same. That odbvi-
ously is impossible; no twe fieets are of equal effieiency, or even
two ships of the sems navy. So we studied always a problem timt

d&m’teﬁ“o

I proposed that an effieciency fastor be intreduced, or rather more

accurately, that they step always using unity as the relative ef?i-
ciency ratio. TUnconseciously the College was using

ciency of unily, by socoring both sides f

they didn't realise this, and inzizted

Blue or Qrange wes mare officient and hence

cieney ratio. Aotually as stated they had to make an azmumption of
rslative efficisncy, and were making the sssumptien that efficienecy
was the ssme en eash ship every gmme. {henos for careless thinkers

unimpertant).

As = rosult the Cellsge ccurse tonded to make oowards of us, and the
numericzlly inferior foree would net acoept battle. Fow I clein

that is bad in more ways thar one. First. History shows clearly
that ship efficiency does court and that the effectiveness of gun-

fire of aue side may be amins times that of the other (Trafaigsr).

Second. The proper tacties for efficient foress against inefficient
are different fram thoso between equally effieient forees. It is

the former we want to learn as ths latter condition nsver exists in
life. ‘Third. Neny students have left the College with a2 disregard
for interior ship sfficiency and the belisf that only command ecunts.
Could they see what an efficient flset could de agninst an ineffi-

cient, their attitude would be different to the improvement of unit
efficiency of ths fleet.

There might be scme sense to the Cellege system of seoring if the
ships of & type were consldered the same. In that case we would ex-
plors the relative advantages of tastiesl esambinations end mansuvers
without regard to material or personnel peculiarities of the ships.
But when every material differcnee is evalualed, and the persomnel
efficiency ignored, it deesn't make sense. A relative effisiency
fastor of 2 to 1, or 6 to 1 should be introdused by dividing the five
effest of the inefficient flest by 2 (or § or 6), or, if yoeu prefer,
mmltiplying the fire effeet as computed for the effiecient ship by
similar mmbers.

Well, I ocouldn't sell this ides when en the Staff and in a position
to argue it. Sc I suppose it won't sell now. But I still think
it is right and had to get it off my chest.




B8SE~6S

SSSQKJ*Q_ (j
EXTRACT FROM AN ADDRESS BY REAR ADMIRAL WILLIAM S. SIMS
PRESIDENT, NAVAL WAR COLLEGE, 1920

"It lies with jou to determine whether, when you become
old, you will have to regret the wasted years of your
youth; whether at that period of life you will find
yourselves simply 'practical men' - 'beefeaters' - or
really educated military naval officers. It will depend

largely upon self-instruction and self-discipline.”

57- 704




NAVAL WAR COLLEGE
NEWPORT, REODE ISLAND

Captain R, %. Zates, V.c.4.

The 3eeretary
Jperatienal Preposals Soard

The Fresident, Yaval War Cellege.
Anti-Sulmmarine Yarfere.

(a) The Influenee of 3ea Power ou the Fremsh Revolwtiom
and Bapire - ¥ahan,

(t) Commnd of the Sea - Herbert Resinski in Praseey's
Naval Annual 1940,

(A) Chart of Sutmarine Poeitiocns and Air Coverage
¥orth Mlantic, February 27, 1843,

1. It szpears thet the groat retarding feature to offensive
setion by the United Bations is the lack of suitadle ocean transpert in
sufficient numbter and cargo sapacity to supply not only the Metions
associated with the Tnited States tut, and equally important, to supply
the arales of the imlted States on foreign scil. What causes this lack
of coean trensport? The answors, of courss, sré self-evident. These

are primarily -

(a) Destruotion of allisd merchant ships through
sLamarine uwotlon.

{b) Inability ¢2 ouili merchaunt ships at a reto
fast enouzh to coupensate for sinkings and
to atlain at ths same time a sizeadle reserve
of shipping for military purposes.

; Seaessity to zo into oconvey system which de-
creases flow of wor materials and food stuffs
owing te lose of tirme inherent in the eonvoy
system.

2. It will ve noted fram o study of referense {(a) that the
senditions om the itlantic today are little differeat fram those which
existed in the deys of "Th: “arfare arainet “omerce during the Frenech
Revolution and Bmpire from 1793-1218". llere we fint thet -
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The Pritish warfure against French cammeree had beceme so
Susosssful that ia 1799 the French Direstory admitted that "not a
single merehant ship is oa the sea carrying the Fremeh flag". This
Was ia part beeause “the Directory first, and Napeleenm afterwards
shandened a1l attempts te ocomtest the oontrol of the ses and threw
Shémselves, as Louis XIV had dane before them, whelly on a eruising
WP azaiust oommerce". (Referenee (a)). Ien't this in effect what
has happened today? Here we bave, in the Atlantie, scarecely a mer-
ohant ship carrying the flag of the Axis powers. ?This is because
Germany was not allowed to build a fleet after the last wmar which
might in any way contest cammand and because the small Italiam vy
is inadequate because of morale, design, and numbers. Germany, there-
fore, spparently desided with the French of long ago, that the hope of
gaining cemrand of the sea for herself was forlorn and therefere she
developed a new strategy whish rejecsted "command of the sea” as owt-of-
date. 4As Rosinskl says, "the whele strategy will be direoted upon the
objective of immobilising, or better still, destroying the merchant
shipping undsr the eaemy's flag with utmost consideration for ome's
ewt armed forces; operations are no longer going to be directed upen
the enemy srmed forces dut upem his ecomomio rescurces”. (Reference (b)).

Thus we zee history repeating itself as it has so often done
during the course of the known world.

8. How then did ¥ranee of 1799 corbat Britain on the ses - and
hew is Cormany combatting Britain today?

(1) The answer of France was to attack British trade by
nen~of-war and by privateers, cspscially the la‘ter. This type of ware
fare, kmown as "guerre de course”, was quite successful in that the
nuaber of Aritish merchant ships of all categories ocaptured or sunk
during the years 1783 to 1800 was 4,344, Of these, 705 were recaptured
leaving a total loss to the British of 3,639 ships or an average yearly
loss of 450 ships. This loss, winlle large, astually amounted to about
two and one half percent of the commerce of the British Empire.

(2) The answer of Germany todey is to attaek United Xations'
trade especially in pelaric aress by submarines - the moderm counterpart
of the privateer. How successiul this warfare on trade has been is
plainly shown in confidentisl reports, whioh indicate that during the
year 1942, for example, the United Mations loet 1,574 shipe, most of
which were sunk vy submarine action. This rate is almost four times
the aversage yearly rate of the Pritish cduring the years 1788 to 1800.
During the months of April, Yay, June and July, 1842, the average nimber
of merehant ships at sea was 504, o7 which 348 were imn convoy and 268

operated indepsndently of convoy.

Reports indicate that all mass attacks on comvoys ocecurred
outside the circles of 300 niles from airoraft tases. Reports also
indicate that the Axie submarines now patrol ocutside area of air oover-
age. (See Fnolosure (x)).




o3

The above reperts are eorelleries to the faoct that most
siakixgs today esour outside the ares of alir coverage.

4. What wmilitary measures were tekea by the Pritish in the peried
1798-1812 to combat the privateer menase ani what measures are being
takea today?! Also what adéitiemal measures are indicated by the adove

study?

(8) The measures takem by the Pritish were (Reference (a),
poages 203-2308) twofold, ‘

(1) The ceuvoy system which had the drawiscks that (a) much
time was lost callecting conveys, (b) much time was lost for the faster
ships in the convoy besause the common rate of sailing ws far below the
powers of many of the ships in the comvoy and (s) the simultaneous ar-
rival of great quantities of ths same goods tended to lower prices.

This resulted in many merchants refusing te take convoys, and to protect
these as well as ships which parted fram the couvoy for one reason or
another, the British established their second measure,

(2) The patrol system. Here crulsers were disseminmated
over the ocean upon the tracks whioh commerce follows and to which the
hostile eruisers (Prench) were therefore sonstrained. XNost of these
orulsers were found in the terminal areas of trade and along coastal
waters., Whersver loosted they acted offensively against enemy forees
within their aress.

(3) The Llockade system. There wes an additional measure,
not mentioned by Nahan as such, which the British followed which was
quite successful. This was ihe observation of the proceedings in the
enemy's naval ports, rotably Rrest. Tnis was to proveat French war-
ships from getting to sea and forming m ~combinatien of ships which
might attack British ses powsr adversely. .

(b) The memsures taken oy the tnited YNations today saem to
follow the above quite closely with tha exception of measure 4 (a)(2),
whioh does not seem to he in use in ths pelagic areus. Let us discuss
each of these in turn.

(1) The convoy system. Tiis systex is in use today and
has the same drawbacks as it hmd durir, the days of tle French Revolution.
However, 1t is the most affeotive svatan of protection in use and is in use
in both the sea frontler and pelagic sreas. In the sonvcy asooris are
found both lemd-based snd sarrier-based aircraft, tattleships, cruissrs
and anti-sutmerine surface unite, such as destroyers, corvettes, sloops,
and smaller oraft. This mciion iz of an essentially defensive nature.




(2) The patrel system. 8¢ far as investigatiom has dis-
elosed, there is very k@ﬂo patrolling being done teday by the United
Bations Porces except in the terminal areas and aloug the sea frontiers,
where patrolling by aireraft (land-btased) and by small surfaee veesels
and eulmarines is an sdditiomal sccepted and evideatly very effeotive
methed of pretection. This action is ef an sesentially defensive mature.

(3) T™he blosiade system. Although no blockade such as was
praotised in 1800 ean aade effestive today, the same result is bdeing
aehieved by attaeking sulmarine btases and surface ship tmses from the air,
and by raiding the bases from the sea in a menner similar to that done at
St.Masaire Uty the Casmandes. This aotion is of an essentially eoffensive
mature.

S, Thus we see that of the three measures found effestive and neces-
sary by the British in 1800, two are in full use today, and are increasing
in effeotiveness as aireraft, aireraft carriers and anti-sulmmarine vessels
are completed and made savailable. The third method - patrel - apparently
i1s mot in full use and is not very efTeotive except, possibly, in the sea
frontier areas. This seoms te be because of a lack of patrols im strength
in pelagic aress. Whether this lack is due te a shortage of suffiolent
anti-submarine weapons or whether it 13 due to a rejeetion of the patrol
nethod or whether it is dus to the fast that the method has been cver-
loocked, is not Imown.

6. The increamss in sutmarine sinkings noted this month (Mareh)
would indicate that the sbove measures are not emough to combat the sub-
marine memmoce. Incressed production of morehant ships and war meterials
is evidently not encurh. It would appear as if the measures now takem
in the terminal areas (sea frontiersz) sre adequate and that the measure
of escorting convoys is today reasonably effeotive und is becaming more
so. However, it woulil also appear, just es it 4id to the British in 1800,
that these messures are not enough - that offensive patrolling in the
pelagic areas is also nscessary. It ie here that Lhe opportunity for
marked improvement 1lrn protection apnears to present itself,

7. l.st us see what is surpested. It is this:

(a) Stratezioal - "To augment convey protestion by sending out
'Etrolling. and covering' groupse esch composed of perhaps two couverted
airoraft oarriers and one squadron of anti-sutmarine vessels (destroyers,
corvettes, sloops atCe. to opsrate in the sonv lones where there is

tle or no iand-lesed airoraft coverage, for the purpoes of clearing
those lanes of sulmerinss and, on occasions, of surfaee cruft and air-

eraft.

M
(b) Tactical -~ The tactical u<e of such "patroalling” and
woovering groupl' would be sbout a: Tcllows -

(1) Submarines to be e:fective muet have -

(a) Time in which to rocharge btatteries.
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(3) Time in whioh o get inte a faveradle relstive
pecitien with relation (o tae target.

(2} {a) Thersfers, it is ylamned by this use of thees groupe
4o demy e the culmarizes the time 3 sesampiier (s) or (b)) or beth
estisfastorily. Tiis will require that the airoraft sx the earriers be
sperotet doy ead aighd, =4%h airerafs radar, for the purpose of hunting
the culmerings and Tareing them to kaep sulmerged or be swmR. This, if
svecoaful, shauld prevent the sulmarines fres being alle to cpernte
edvantogoeusiy cad sheuid thus lowor thelr effisiemcy to ¢ marked degres.

{v) The amti-sulmirine vessels arc s be uesd as eseorta
for the alrercft carriers fer axti-aukmavine defensze prizarily, sad for
age &3 plans gwmards. They ape alss o Mo used and, ocn dccasnisms, this
may boscee thelr PAPAROUTY , e asgist the alrsraft (= koeping sub-
meoings 8882 o iE évasreying them. Suchk uss ia cecrdimmtion with aire
oreft nag Doen feund Rigkly sffeetive agninst submerined. In additiom
they night sprrote §ndopendently on amti-suimarize socuting misciems.

Is ded flyizg wsatker, this might 8 the axly noans of loestiag onamy
cebmarines.

8. This systen of effsacive paiwrois or “¥iller groups® would pred-
ably have & mest favorable morel affest oz the Maited Hetlens amd o mesd
smfevoredie moral #fTwet oo s ixis as it wovld e & desizively cffeasive
setion agaimet She submrime, vhorses in the past =eed of tho zébien
nas eer of & defoagivo mEFe.

.
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Piret Endersensut oa
Captaia R.W.Mates,U.3.¥.
Cenfidential Letter of
Nareh 30, 1043

April 2, 1943,

The Preaident, Ilaval War Cellege.
T™he 8
Operatiomal Preposals Board.

Amti-Submearine Warfare.

Porwarded.
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NAVAL WAR COLLEGE
NEWPORT, R. L
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" sertal: 035154 -
..‘,c‘en .

| commmu,

ltrcn, ' Chiof ‘of - !uval Qperationa.‘
To @ Prosident, Havnl War. collogo.

Sdbjeéé:* \Bvaluation and btudy of the Battlaa or ‘World var II -
: -lin ihieh tho Kavcl sorvico Participatod.

'Refefenhé% (a) coninCh conf. npmo. sar. 03072 of 4 Sopt. 1944

1. N During the course of the war anﬂ shortly ihorcaft.r
bulletins of -"Battle Experience” were issued for the general in-
- formation of commissioned officers.  These studies promulgsted
the most relisble current infbrmatfon available at the time con-
concorning actual war oxperience. : .

: 2. - %hen these "Battle Experience "bulletins were issuod,
1t wae realized tbat they were not a complete detailod final an-
.alysie of all the 1nfbrmatlon.

. 8. " In refersnce (&), & copy of rhidh was furnished ﬁho
Naval War College, the Commender in Chlef, United States Fleet and
the Chlef of Naval Operations directed that requests be made to = -
the N¥aval War College for the analysls of action reports. Now that
interrogations from enemy sources and enemy documents are avail- -
sble, as well as our owh reports, it is desired that the War Col-
lege evaluate the battles of the war in which the Naval Service
‘gh:tieipated in the light of all the new information available.
title, method of presentation, and format will de left to the

discretion of the President of the War College and these svalua~
tions will be issued under the euthority of the War College with-
out further approval of the Chief of Naval Opcrttiona.' ,

C.W. SIMITZ




NAVAL WAR COLLEGE
NEWPORT, R.l.

14 October 1946

Memorandum for Commodore Bates: - Reference trip to Washington.

Monday and Tuesday were completely occupied by the conference
held in BuShips in connection with the E.D.S.G.

I had hoped to see Admiral Fitch at the Naval Academy but
found that he was out of town on Monday and no assurence that he
would be back that day.

Wednesday morning I called on Admiral Fletcher with the idea
of possibly clarifying some of the available information on the
Coral Sea action. The Admiral was most cooperative but he was
hazy on some of the details. The following is in general the
glst of the information obtained from this source:

(a) The support group of cruisers under Admiral Crace
was detached and directed to proceed to the Westward to intercept
the Japanese transports thought to be coming through Jornard
Straits. Admiral Fletcher realigzed that they would be out of
effective air cover from his own Task Force 17 but thought that
the Army Alir Forces from NE Australia or the Port loresby Area
might give some alr coverage. ide did not remember whether or
not the Army had been informed that these cruisers and accompany-
ing destroyers had been detached to operate in the vicinity of
Jornard Passage.

(b) I indicated to the Admiral, the general location of
CarDiv 5 on the 4th of May and traced their course into the Coral
Sea. I then asked him if he would have made the strike on Tulagi
the morning of the 4th of May if he had known the location of this
enemy force. He said that he thought he would have because his
Information led him to believe that the Tulagi occupation force
present was a julcy target, much larger in proportion than it
actually proved to be.

. (c) Admiral Fletcher apparently was not aware of the
course taken by CarDiv 5 in its approach to and entry into the
Coral Sea until I pointed it out to him as indicated in (b)

above.

(d) He had no definite knowledge of the search plans
employed by the Army Air Forces in Australia and New Guinea.
He had been informed that they would support his operations in
the Coral Sea and did receive the results of their operations
through the medium of daily intelligence reports from ComSoWestPac.




With reference to the report that enemy aircraft were noted
circling. about 30-40 miles from our carriers on the night of
7 May, Admiral Fletcher stated that he considered sending in a
night attack of destroyers but that there was so much doubt as
to the actual location of the enemy carriers that he decided to
keep his force together to meet the air attack expected early
the next morning.

I asked him what his reactions to the Doolittle raid had '
been at the time and pointed out the fact that it did not support '
the strategical plan. #de said that at the time he thought it was
a good thing for the moral effect that it might have on the public
but that the lack of the two carriers involved might have proved

e e

disastrous in the Coral Sea Actiom.T -

The remsinder of the week was spent in accumulating material
on the Coral Sea Action and the documents I brought back speak
for themselves.

_Additional research and translation is now being done in
the WDC with particular emphasis on search plans used by Japanese
shore and tender based aircraft. The results of these transla-
tions should be avallable the latter part of this week but may
prove to be disappointing.

The Army Air Force distorical Section had very little material
on the strength and composition of Army air forces in Australia
and New Guinea during the Coral Sea Action. They have, however,
requested G-2 to supply the order of battle for that area for
the period in question and will forward it, if and when it is
received. They have also agreed to do some research work with
the hope of being able to dig up specific information on air
operations conducted by the AAF in support of the Coral Sea
Actlon,

Respectfully,




‘ <. R.’? Bates U'SH '
cA N L A ‘
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NAVY DEPARTMENT
Executive Office of the Secretary,

Office of Public Information
Washington 25, D, Ce .

In Reply Refer to:
Serigl 15222 DPI

12 September 1947

The Secretary of the Navy
(Director of Public Information)

To: All Flag Officers
DPIOs all Naval Districts

Sub ject: Public Speaking Engagements

Enclosure: (A) Suggestions on arrangements
for speaking engagements and
on preparation and delivery
of talks,

(B) Cdr. Roberts! "Public Speak=-
ing"

1. With the approach-of Navy Day, in-
creased opportunitles can be expected to arise
for the appearance of Navy speakers before local
and national organizations, Such participation
by Naval persomnel 1s considered highly desirable
both from the standp01nt of satisfying natural
public interest in the Navy and stimulating greate
er awareness of the Navy's accomplishments, aims,
and needse.

2e In the interest of reallizing the max-
imum yield to the Navy from these opportunities,
Enclosures (A) and (vg are forwarded herewith,

E.M, ELLER

Distribution List:
1, 6, 7, 8, 10, 11
and All DPIO Officers

A=3746-1




6546-6046 '
597Sep5747c1 o -2 -

SUGGESTIONS ON ARRANGEMENTS.FOR
ING ENGAGE

¢ -

The Public Inforﬁation Officer'bonqérned should perform _,
the necessary spade work to.accomplish the following:. '

1, Furnish to the various publlicity media well in advance
a copy of the speaker!s remarks, or, if to be made exe
temporaneously, a brief outline of the major points tg
be covered, ’

Assure that similar material is made available to the or-
ganization sponsoring the affair, In most cases, that

body will have considerable local influence and maintain
excellent relations with the presse Their assistance in
obtaining favorable attention from the various media should
prove invaluable.

The speakér should be advised to incorporate local refer-
ences in his talk, wherever possiblé. And it should be
borne in mind that press and radio will be looking for - -
quotable leads and excerpts having real news value. ‘
See that a good photograph of the speaker, together with
up-to-date biographical material is made available to both
‘media and sponsores A good "thumbnail™ sketch.of the off-
icer!s career is preferred to an official VYlographye :

Announcement of the speaking engagemernt should include
notice of when the speaker will arrive, if coming from
another area; where he will stay and how he may be con-
tactede The PIO should also announce under whose sponsore-
ship the officer will speak, and name those in charge of
local arrangementss '

Arrangements should be made to have the speaker meet the
representatives of the-local media on arrival, either at
. a press conference, a luncheon, or by means of a brief
. call at newspaper or radio officese , '

Early arrival, shalf a day or day in advance of time of
speech, is of great benefit in making the speaker feel
ot home and in supplying local color for the speeche
He should meet people and learn-something of .their
affaipse. After the speech he should be available for
informal discussions.
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HINTS ON SPEECH PREPARATION AND DELIVERY .

Length - Keep it brief. Maximum should be 15=20 minutes,
unless specifically requested to cover technical subject
in longer time, -

Preliminary Work - Find out all possible getails on grou
rel ‘Ang"f . group

- sponsoring affalir, and what their prime interests are.

Single Theme - Choose a specific objective and 1imit-
speech to accomplish this only instead of touching on
several 1lssuese. , ,

Outline Speech Completely - Go over outline orally, as

Tn extemporaneous EaIE. Write, dictate or make a record
of the speech evolveds Use this as the first draft. When
finally polishing, take care not to, lose conversatlonal

stylee . /
Light Touches =- Where appropriate, insert anecdotes or

" personal experiences to illustrate important pointse. Be

certain the illustration is pertinente.

‘Beginning = Start off with something vital, striking or

ought provoking, Then go into main. point at once,

Reiteration Needed - Repeat points frequently; an audi=-
ence can't turn back pages. Summarize succinctly at the

end.

Reading A Speech Vs. Speaking Informally - In general,
a speech loses its affect if read closely from a papere
This cannot be avoided in certain cases, eege radio in-

‘sistence on adhering to script for purposes of timing and

where it is imperative that exact language be used in dis-

" cussing highest policles or technological detalls.

However, where possible, an informal style should be de-
veloped by: '

() Becoming compietely familiar with written texte

(b) By reading the speech aloud a number of times so
that, when actually delivering it, it will be
- possible for the speaker to glance at a sentence,
absorb the ideay look at his audience and speak ite

This has the advantage of adding naturalness to

the style and slows up the usually too rapid de-
livery of a speech that is read verbatim. .The
pauses, too, Will have the effect of creating
dramatic emphasise. The ideal situation 1is to be
sble to have one's cyes on his audience 90% of the
Timee - - S .
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10, Words =~ Avoid long words; do not use Navy jargon such
as "implement", "cognizant"; use expressive, colorful

verbs; use "I" and "W" frequently,

11; Back recruiting drive wherever possible by mentioning
advantages of enlistment in Regular Navy or enrollment

- in Naval Reserve,

12, End with a snape
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by

Henry G. Roberts ,
Associate Professor of Speech
The George Washington University

(A talk on public speaking given at the Public Relations Semin-
ar for Commanding Officers, Washington, D.C., 16 Janpary21947.)

Gentlemen, there are two things.I dislike about public
speakings One is making a speech at nine-thirty in the mor-
ning; the other is being forced to listen to a speech at
nine-thirty in the morning. But in four years! service as
a Public Information Officer I Xkarned, as you have learned,
that the Navy is no respecter of personal conveniencee There
are jobs to be done -- at nine-thirty in the morning or at
eleven ‘at night -- and it may be up to you or to me to do
that job and to do our level best to see that it is done well,

There is a job to be done, That's why I'm here at nine-
thirty this morning. You have a job to do. That!s why I'm
here to talk about public speaking. '

During thc past three days you have learned many things
about the problem in public relations which confronts our Navy.
You are keenly aware of the imperative necessity of leaving no
stone unturned in finding ways and means of telling the Navy's
story to the American peoples You realize, I am sure, that
the Navy must now e¢xploit all of its news sources, overlooking
none, making the most of eachs,

Now let us look at speechmaking as a part of the Navy's
public relations programe. What is its importance? The first
part of the answer is obvious. Every timc a naval officer
talks to an American Legion post or .a chapter of the DeA+Re
he carrics a message -- the story of the Navy. For five, ten,
or Tiftecen minutes hc has the undivided attention of his audi-
ence, usually an audicnce madc up of pcople of some importance
in thc community. If hc makes a good speech, if hc says some=-
thing worth saying, he makes an impression upon that audicnce,
What the spcaker says will b. remembered, talked about, and, in
many instances, actcd upons In dealing with relatively small
groups, pcrsonal prosentation of the Navy'!s case is still the
most effective means of gaining community coopcration,

But that is only part of the story. Has it ecvcr occurrced
to you gentlemen that you are imporﬁant personages in the eyes
of your local ncws cditors? You crcate news., What you, as
Commanding Officers, do on your stations is news. What you,

ENCL,. (B) A=3746-5




6546-6046

29/Sept/47a]

as lcading citizens in your communitiecs, do off your stations’
is news, What you say 1is ncws, The very fact that you plan to
make a speech is news. ‘Every time you accept.an invitation
to address a Woman's Club or a Chamber of Commerce luncheon
you give the newspapers two good news stories -~ an advance
story telling of your acceptance of the invitation, and a
follow=up story reporting the speech itself, Every time you
make a speech you kill two birds with one stone == not only
do you carry the Navy'!'s message to the men and women in your
audience, but you also reach the wider reading audience by
putting the Navy's name and its story in the columns of your
community newspaperse

Nor is that all., Speechmaking is of unusual importance
in the Navy's post-~war public relations program because it
creates an opportunity for the public to meet and come to know
the professional officers who will run the peacetime Navy.
The country knew the wartime Navy; it is very curious about
the Navy in the post-war world., When you go into a small town
to speak to the local Lions Club, you are the Navy. Your
conming is-an event. The engineer who shakes your hand has a
son in the Navy., He wants to see type of man under whom his
son serves., The editor who sits next to you at lunch is sizing
you upe If he is impressed, both you and the Navy will get
a good play in his paper. The lawyer who intruduces you may
spend the next week telling his friends what fine follows we
have as naval officers. Every hand you shake means cone more
friend for the Navy., It's worth doing; it pays grcater dividend
than any other technique in public relations,

All of this places definite responsibility upon you ==
the men who will be making these speeches., Can you measure
up to it? I'm sure of ite. As Captain Miller has told you,
I teach public speaking at The George Washington University
here in Washington. A large part of my work there is with
senior '‘naval officers -~ teaching them to stand on their two
feet and to say what they have to say. I am well aware oOf
the problems you gentlemen are going to mcet as public spcakers.
I know your strong points; I know your weeknesses. I know -
that it is possible for any one of you to learn to do an
acceptable job of speechmaking. Iesarming to speak effectively
is not casy, but it can be donee. Furthcrmore ~= you can do ipx

Now to my short course in public spcaking for fourestripers.

Let me begin by pointing out four simple charactcristics
of c¢vury good spccche Remomber them] The next timc you are
called upon to spéak in public, make ccrtain.that what you
say mcets these four simple, obvious requirementse.

The first characteristic of a good speech -- It must have
a_mcssagel The speakcr must have somcthing to saye What he
Says must bc worth saying; what he says must be worth listen=
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ing toe" In every spcech class I get this question == "What

on earth shall I talk about?" To that question I have one
answer ~-- "Talk about thc two things you know best. Talk
about the Navy, and talk about your work in the Navy." In
your local community and in the surrounding area there is no
subject more interesting to Rotary Clubs, Kiwanis Clubs, to
posts of the American Legion or Veterans of Foreign Wars than
the story of your own Ordnance activity. Your ammnition
depot or naval magazine is a focal point of -interest for every
adult within fifty or a hundred miles. . So talk about ite

Tell them what goes on there. Tell them of your own work, of -
your officers, your men, and your civilian employces. Show
them how your activity fits into the larger picture of Navy
logisticse As you scll your Rotary or Kiwanis or Business and
Professional Women's Club on the effectiveness and importance
of your own activity you arc doing your bit to carry to the
American people the story of your Navy. My first suggestion ==
be sure your specch has a message. Talk about the thing you
know, thc thing that will intercst your community audiences.

The second characteristic of evcry good spccch is
Naturalnesses The audicncc wants to hear YOU. Make it your
own spceche Don't try to copy Admiral Cluverius, or Admiral
Blandy, or Secretary Forrestal. Don't paw through thc filcs
for a canned speech sent out by the Office of Public. Information.
Say what.YQU have to says They want to hear YOU.

The next characteristic of any effective speech is that
it must be Sincere., Nothing is more disillusioning than to
hear a naval officer talk about the Navy in such way that you
wonder whether he actually believes a word he is .saying,
Nothing so ruins the effect of a good speech as the slightest
suggestion of insincerity. And the only way to succeed in
giving the impression of sincerity is to be sincere, Believe
in what you say; say it as if you believed it.

Finally, a really good speech must radiate Enthusiasme
An enthusiastic speaker is one who shows great eagerness to
have his ideas understood, believed, and acted upon. The
enthusiastic speaker has a mission. .He is convinced of its
importance, of its iImportance to his audience. If you want
the taxpayers in your district to be enthusiastic about the
Navy, be enthusiastic yourself,

Every good spcech has a message. It must have naturalness
~= it nust reflect the man who is making it. It must have
sincerity and enthusiasm. Keep those principles in mind,
dont't lose your nerve, and you'll get alonge. Remember those
four -- message, naturalness, sincerity, enthusiasm.

Now because you are naval officers and because you have
certain failings @ommon to naval officers, I'm going to give
yowu five DOs .and five DONTs., They will complete your short
course this morning.
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The first of thcse five DOs is very simple, - When you

are asked to make a speech, Do it! That is the most difficult
decision you will be called upon to make. When the Secretary
of the local Chamber of Commcrce calls you and says, "Captain,
wetd like to have you say a few words at the dedication of

our new airport," it's all too easy for you to say, "Oh,.no,

T can't possibly; I havé anothecr cngagement," or "I!ll be glad.
to come, but I'm too busy to put a speech togother," or some
equally obvious lie. You know you should do it, but you just
plain don't want to. It's work. Cecrtainly itts worke It
takcs time. It docs take time. You're busy doing other
thingse But until the Navy has your coopecration in sclling
its point of view to thc public it takes real gall for you to
.grousc sbout appropriations and the short-sightecdness of the
Amcrican pcople.  The next time a letter hits your dcsk saying,
"Captain, will you comc and specak for ten or fiftecn minutcs
at our ncxt Rotary lunchcon," rcsist that tcmptation to say
noe Call in your yeoman, and bcefore you have a chance to
changc your mind, dictatc a pleasant lctter saying, "I shall
bc happy to be your guvst and to spcak to you bricfly." That's
the first DO == Do itl ‘

The seccond onc is this == Do it yoursclf) That means
two things. First -- don't palm it off on a junior officcr.
The junior officer may bc a very good spcakcr. But the
Rotary Club wants to hear YOU. They want to hcar the top
mane Thc more gold you .havc on your slecve, thc morc dcsirable
you arc as a spcakcr. So don't scnd a junior officcre Do
it yoursclf, ,

Even morc important -- don't call in thc man supposcd
to bc the Public Information spccialist on your staff and
say, "Writc me a spccch.” Do it yoursclf, I'm not lctting
any cats out of bags when I say that thcrc arent't a dozcn ,
rcally capable specech writcrs in the Navy at the present time.
Your chancc of having onc of those rcally capablc officcrs
is very remotc. You can do == certainly you should bec able
to do == a better job of preparing a specch than any man on
your complement, Why turn the job over to someonc who can't
do thc job as wcll as you can? Figure out your own spceche
Do it yoursclf, ‘ .

The third DO -- Do keep it simplel! There is not one of
you who could not sit down with me over a cup of coffee and
tell me many interesting things about the work jyou doe With
a cocktail in your hand or with an attractive woman as a
dinner partner you can think of many things to saye. Few of
you would find it difficult to stand up here at this conference
table this morning and in five minutes tell us about the )
problems you are meeting in the field. But make a speech ==
that!s different, you saye. Not reallyl! The major difference
between conversation and speechmaking is that in a speech one
person does all the talking. A good speech need not be an
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elaborate oration. Work out a short introduction that.will
make your audlence interested in you and in what you are going
to say, choose two or st the most ‘three main points that you
would 1like to have them remember, and then conjure up a brief,
punchy conclusion. - Don't worry about the words you will use,
don't try to dress it up with frills and furvelows. Keep it
simple. Practice the speech a few times. Then when you get
up in front of your audience think only of the ldeas you are
-trying to put across to them. You will have little difficulty =--
even the first time. The people who will listen to you are
%ﬁterested in a simple recital of facts and ideas. Give it to
em, :

The fourth DO -- Do keep it short! The old story is fre-
quently told of the lecturer In a theological seminary who
always warned student preachers that no souls were to be saved
after the first fifteen minutes. Very true. The vast majority
of the speeches you will be called upon to make should be five,
ten, or, at the most, fifteen minutes in length. My suggestion
1s to make it a rule not to speak more than ten minutes. You
may get invitations to talk for an hour. No group of adults,
it seems to me, should ever be forced to sit and listen to
one man for one hour. Many chairmen will ask you to spesak
for half su hour, or "take as much time as you like." That,
gentlemen, should mean ten minutes. Respect the attention
1limits of your audience. Keep it short.

The fifth and last DO is far more important than any of
the others =-- Do what you would do in conversation; look at the
man you're talking to. An officer comes Into your oifice and
sits down for a conferencé with you. Then he spends his tlme
looking out the window, looking at the gadgets on your desk,
looking at the celling, looking at the floor, loocking at
anything and everything except the man he's talking to -~ you.
Doesn't it make you uncomfortable? Let an enlisted man come
before you for disciplinary action and refuse to look you in
the eye. Vhat is your impression of his story? You cannot
believe it. The same thing is true of a public spesker, If
I came in here thls morning and spent my time looking at that
clock or that light fixture or kept my eyes glued to a sheaf
of papers on thls reading desk, you'd begin to squirm, to
fiddle with the papers in front of you, to wish to high Heaven
that I'd finlsh up and go about my business. On the other
hand, if I look you straight in the eye and can get you to
look me in the eye, I can hold your attention. Talk to one
person at a time =-- look him straight in the eye. It's the
caslest and simplest rule I know for increasing your effective-
ness as a public speaker. And it works. Notlce that I said
to talk to one person at a time. That's exactly what you would
do in conversation. Take one man in your audience; talk to
that one man. Now talk to another -- straight into the evse.
Now to another. Easy, 1lsn't it? If you lean that ohe simple
trick, you can jam your hands into your pockets, tie them
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behind you, stand on your head if you like, but youtll still
hold the attention of your sudience.. If you want to Increase .
your effectiveness by 100%, do exactly what you would do in
conversation -- look at .the men you're talking to.

Remember those five DOs: Do It, Do it yourself, Do
keep it simple, Do keep it short and, finally, Do what you
would do in conversation -= look at the man you're talking to. -

So much for the DOs; now for the DON!'Ts.

The first DON'T -- Don't apologize! Youwr audlence will
not expect you to be proressl onal spellbinder. 1If they have
any illusions on that score, they will learn the dismal truth
within the first two minutes: It 1sn't necessary to adver-
tise the obvious. The wise speaker never apcligizes; he takes
the long chance that he may be able to fool a part of his
audience. Don't apolagizel

A second DON!'T -- Don't pfit too much reliance on the
supposedly funny story! There seems to be an old tradition
in the Navy that & good speech should be a collection of ;
funny stories -- funny, at least, to the speaker., As a result,
countless audiences have twisted their faces politely through -
successions of stale, pointless stories badly told by perspiring
naval officers who seem to imagine that every speech mast be
put together out of Joe iiller's joke book. Obviously, &
really good humorous story well told can be useful in putting
a point across to an audience or in adding a lighter touch to
an otherwise heavy spesch. But it should be a sure-fire. |
story; it should have an obvious application to the palnt of
the speech; and it should be well told. That's whers most of
you fall down. The humorous stories you tell best, gentlemen,
usually are stories not to be told in public and to a mixed
audience. You've had more practice with that type of literature.
Practice does it. If you have a good story, try it out at least
eight or ten times in private conversation at the bar ‘or across
the bridge table. Then make up your mind about using it in
your speech. But don't put too much reliance upon them; a good
speech is much more than a collection of funny stories or.
slightly risque jokes.

My third DONYT is this -~ Don't open your speech by
announcing your subject! Your opening words are of vital _
. importance. During the firet thirty seconds of your speech

your audience is passing judgment on you. If what you say

is dull, uninteresting, and commonplace, you will lose ground
that you may never regain. If your opening sentences are
striking, interesting, and attention-compelling, your aud ience
will be on your side, will be eager to hear what you havs to
say. The easlest way to begin a speech is to get up in front
~of your audience, to shuffle a sheaf of papers nervously,

and then to say, "The subject of my speech tonight is M
Unfortunately, that is also the easlest way to get on the
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wrong side of your audience. Hearing those words, the audience
realizes Immediately that you are a bore, that you are with-

out imagination, that nothing you can say 1s .1likely to be of
interest to them. . First impressions are lasting impressions.

If the toastmaster or chairman neglects to announce your subject,
don't let that upset you. Launch into the introduction you '
had planned. And don't let that introduction begin with "The

subject of my speech tonight is

How can you get your cpeech started? How can you get the
audience interested in what you are going to say? I have one
simple suggestion and one easily remembered. Pick up a copy
of the Reader's Digest. Choose any five articles; then read
the first paragraphs of each of those articles., Did you want
to read.more? Did you want to finish each article before
going on to the next one? The Reader's Digest has become the
most widelys<read magazine in the world for one primary reason --
it's interesting. Now read those opening paragraphs again,
This time notice how they are put together. One begins with
a story, another with a novel and striking statement, still
another with a new and interesting fact. - You can use exactly
the same tricks in opening your speech -- a speech the audience
will want to 1listen to. So study the Reader's Digest.

The fourth DON'!T «= now I'm putting my head i the lion's
mouth ~= Don't try the impossible; you can't be efféctive with
a speech manuscript in front of you. In other words, don't
read yeur speech. There are times when for security reasons
or danger cf misquotation it is imperative that a speech be
delivered from a manuscript. Such an.occasion is rare. A

ten-minute talk to & Rotary Club certainly is not such an occasion.

Getting up to speak with a speech manuscript in front of
you and then setting out to read that manuscript is like  going
in swimming with a millstrone around your necke. And it will
have the same effect. With your eyes tied down to a reading
desk instead of riveted on individuals in the audlence you
cannot be effective. But you say, "I can't possibly get up
to make a speech unless I have it all written out." TFiddlesticks!
I hear that same plea from every class of naval officers that comes
up the University. Within three or four weeks =-- after four or
five speeches == they begin to learn what we've known all the
time, that a speech manuscript is a confounded nulsance.

How should- you prepare a speech? Do it the easy way!

Make an outline of what you want to say. Outline it in detail.
Outline by ideas, not words. It's not the words you're trying
to put across to your audience; it's the ideas. When you are
satisfied with the outline, find an empty room where you won't
be interrupted. Stand up; imagine that you are standing in
front of an audience. With your outline in front of you start
talking your way through your speech. Don't worry about the
words you use; they aren't important at this stage of the ggme.

A=3746-11




6546-6046 ' - 12 -
29/Sept/ 417 | :

Go through it to the bitter end. And when you have gone through
it once, don't give up. The second time through is bound to be
better than the first. Go. through the speech four or five times

. with your outline in front of yous Then try it without the out-
line. . When you think you're pretty good, try it out on your wife.
She'll tgll you what's wrong, but don't take her too seriously.
It's your speech. ' .

Try the easy waye. It will work. .You will have a great
advantage when you stand up to make that speech. You won't
be tied down to a speech manuscript. You will be talking idess,
not words. You willl be ahle to look at your audience -- at -
individuals == and talk to them." ’ :

- The last of the DON'Ts is‘so obvious it will take only &’
moment -- Don't forget the man in the back rowl He's back
there. He's trying to hear you. Make 1t easy for him,

Now those five DON'Ts. First, Don't apologizé Second,
Dont't put too much reliance on funny stories! Third, Don't
amounce your subject! . Fourth, Don't attempt the impossible -- -
you can't be effectlive with a speech manuscript in front of
you! Fifth, Don't forget the man in the back row,

If you will remember and use the suggestions I have given
you this morning; if you will remember the four characteristics
of a good speech =- that it must have a message, that it must
be sincere, that it must be enthusiastic; -~ if you remember
the DOs == Do. it, Do 1t yourself, Do keep it simple, Do keep
it short, Do what you would do in conversation; -- and if you
~ will remember and avoid the DON'Ts == Don't apologlze, Don't

put too much reliance in the supposedly fumny story, Don't
announce your subject, Don't attempt the impossible, and Don't
-forget the man on the back row == you will be able to make,
not a great -oration, but a sound end effective speech,

In closing, there is one other DON'T, one which transcends
all others from the standpoint of public relations. When you
accept an invitation to make a speech, don't forget that you are
undertaking a public relations mission for your-Navy. It is not,
sufficient for you to arrive at the last momént, get up and say
your five minutes! worth, and then dash away at the earliest
possible opportunity. When you go to make a speech, you go as.
the representative of your Navy. It may be that you would have
preferred to have lunch at the Club, you may be very tired of
shaking hands with members of the Chamber of Commarce, -- but
it's your job and you have got to smile while you're doing 1it.
Your assignment is command of your Ordnance activity, but beyond
that -« far beyond that =- you have a larger, a 24-hour a day
assignmment. Each of you must be Public Relations Officer for
your Navy. What you do, and what you say, and how you say it
may, in the long run, do a very real part in putting across
your Navy's message to the people of the United States,
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NAVAL WAR GCOLLEGE
Newporty Relse

31 Qote 1946
MEMORANDUM for the Staff

Heads of Departments turn in by 0900 Thursday, 7 Nevember, those items
needing attention in Washington while Admiral Spruanoe is theree In-
formatory matter should also be inoluded.

The items af comments turned in should be .on 8 x 10 paper, so that they
oan be included in the Washingten jacketoe

ALIAN E, SMITH
Rear Admiral, USN
Chief cf Staff




NAVAL WAR COLLEGE
NEWPORT, RHODE ISLAND

7 Nov. 1946
Memorandum fors: (Chief of Staff.

1. IT the President of the College gets timg during his visit
in ¥Washington he might like to discuss two matters wiih 3he
proper authorities:

{1} It often becomes negessary to consult seoret
despatches in the files of the CHO to clear
up matiers in evaluation of nsval battles,
Commandey Hemage, while in Washington, was
denied scoess to them. It would be helpful
i authority could be obteined for representa-
tives of the Analytiscal Section te oxoamine these
despatches when reference is made to them in
aotion- reports, ete.

The rate of progress of evaluation is dirsotly
affected by the duties assigned the Anslytisal
Section and by the numder and capabilitfeoof the.
personnel avalladle to carry out these dutiss.
At present all of the time of the Analytieal

Section is devoted towards analyzing the mejor
battles of World Way IXI. This tims is re-
uired 50 anaslyze one asction and %o collect
ormation for the next. The progress is
mecessarily slow, If it is desired that the
Analysis Sestiom perform duties additional to
the adove more personnel competent in enalysis
should bde provided. -

R.W. Bates.




11 Dessmber 1946

Memorandum for Ghief of Staff

War is underway between States X and Y, State Y decides
to land amphibious forces on State X for the purpose of seizing
& beachhead preliminary to major land operations. Ths troop
convoy 1s en route. The Escort Commander has orders as followss.

"Neutral Merchant Vessels, and airorsrs, whi

are met at sea may, by their presence, be -
considered as having established prima facle
evidense of aiding the enemy. Sugh menmures
‘will be taken as are necessary to revent sush
vessels, and aireraft, from transmitting infors
mation. Alroraft may be shot domn, Merghant
Vessels may be boarded and sent into port for
detention as long as may be required to insure
that they 40 not send information., Vessels
iknown to be transmitting information are guilsy
of unneutral service and may be seized or sunk
as oxigencles of the service require."

Are such orders legal in Internaticnal law? What about fishing
vessela?! What if the merchant vessels refuse to g0 into port
and insist on continuing their voyage?

Comment; Thne above quotation is from OINCLANTS instructions
to CTF 34, Vice Admiral Hewitt for Operation Toreh.

R. W, Bates




NAVAL WAR COLLEGE
NEWPORT, RIIODE ISLAND

' 14 December 1546

Pregident, Naval W

1. 1n compliance with your oral direstive of yesterday I hno
the following somment conserning the Bureau of Personnel FPlan
for the elimination of commodores on the War College Btaff:

(a) General Comments

- 7_ Te 2y I -1 o .
sh rank, especlally so as regards Brigadier
Generals. Certainly if the Amuy feels the need for
onaral officers in these colleges, the l:;vz ean
n un

. 14 gpes grades will e
y e ted and all officers in grade will
have become permanent.
(2) The retention of Commodores in key positions, sush
as the War College, does not cost the government

one sent, as the pay of a Commodore end the pay of
m‘%ﬁiﬁ are oxactly the same.

(3) Why should a Commodare, not perhaps possessing milie
tary brains of sufflslient quality to be used as an -
instructor, as the Haval War College, be permitted
$o retain his rank whereas a Commodore possessing
such brains is pensliged by demotion, ‘

(v) B8pecial Gomments

(1) When I took this assignment I wes essured that I
would retain my rank. I received this assurance
not only from the President of the Naval War College
but also from the Chief of Naval Personnel himself.

(2) The fact that I was interested in this work pius’
the fact that I was to retain my rank, plus the
prospect of soon being in a Russian War, guided me
when at the Naval Hospital, in oconvineing the




Medlesl staff shat I would be able to perfome the -
dutles of an active officer. Your letter to me was.
read with ¢care by the Nedical Board., T

2, Would it not be prefersble to have a flag officer as Ghief
of the Analysis Board for analyzing the naval battles of World
War i1? wWas this not the basie plan? .

" R, W, Bates
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Memo fo ‘ Cxro

1. Speeches made by me since my arrival

fall of 1946 are as follows:

.
. ' >

at the War College in the

s

Fall River

Newport
Pawtusket

Kiwanig Cludb
St. George's
Sshool
Memorial Hogp.

1

82 Oct. Seapower

27 Octe
1 Bov,

Seapower

Returning Amputees

7

L — ]

Quendecim Cludb Newport
Art Assocliation HNewport

Red Cross (Radio)Fall River
Rotary Ciudb Pawtusket

- Rotary Club Hingham
.Rotary Club Newport
Rotary Ciud Bristol
Rotary Clud Fall River.
Amerisan Legion Bristol

10. Rotary Club E.Providence

Note: Several of the dates given,
1947, may be slightly in error.

" 14 Jane

Surigao Strait
Cruise of
MINNEAPOLIS

Red Cross Overseas
Naval Research
Russia

Naval Research
Russias

Russia

Russia

Way We Need A Navy

15 Pebdb.

7 Mare.
gl Jul.

26 Aug,
27 Aug.
26 Sept.
11 HNov.
24 Hov,

notadbly, Item 3, 1946 and Item 10,

Re W, Bates _
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12 February 1947

MEMORANDUM FOR THE CHIEF OF STAFF3

l. This 18 a very difficult matter to discuss and not a
matter of minutes. It is a long subject and requires very
definite knowledge of exactly how Admiral Bimitz, for ex-
ample, felt in the Pacific as an Area Commander, 1.0.,
Pacific Ocean Areas and as a Fleet Commander, 1.0., Pacific
Fleet. Certainly, the Fleet Commander under General
MacArthur, Admiral Kinkaid, wasn't very happy in his posi-
tion under Gensral MacArthur because MgcArthur was, to all
intents and purposes, the NHaval Commander and hence serilous-
ly questioned naval operations, even those fully in support
of his own plans. 1 have heard pretty strong rumors that

officers felt in the past it would have been well if
Commander Pacific Ocean Areas had been an Army officer. If
this is true, then we have the same dlisagreement with the
basic set-up in the POA as we had in SoWesPac.

2. I don't like to see the Commander-in-Chief of a great
area or a great Fleet embarked on board a crulsing ship.

In our study here of the Coral Sea, we can see that Commander
Fourth Fleet was bstter able to maks changes in support of
his basic plans from Rabaul, where he was based, than was
Admiral Fletcher from hig ship. %The War College Maneuver
Board and experiensce at sea has clearly demonstrated that the
Commander of a Fleet should remain with his Operating Staff,
as close to the scene of action as i1s possible, but on shore
whers he need not maintain radio silense and whers he san
rest nights and his Staff may rest reasonably well-~none of
which is obtalnable on board a ship in a ecombat area. The
Commander of a Fleet operating sush as Admiral Halsey or
Admiral Sprusnce did is a different matter. Admirsl Ealsog's
Fleet was essentlally a Railding Forse and Admiral Spruance‘s
Fleet was essentially a great Amphibious Command whish operated
in a definitely localized area. Meanwhile, back at Guam, in
maintaining a fine Operating Staff and a fine radio network
was the Commander~in=Chief, who was able to exerclse close
supervision but not immediate.

3. The conseption of the Commander in the front lines is not
a new one in naval circles and was redeveloped in this war in
Army circles. Gensral HacArthur gensrally moved forward and
took station in the rear of his lines 1f the area was very
large, such as he did in the landing at Lingayen and at Leyte,
but except for these operations, Generasl MacArthur remained in
Australis after each operation until Hollandis was taken and
then, although he based his Operating Staff there, he was gen-
erally missing. General Eisenhower told me in the Philippines
that he had been following somewhat the Marshal .-~Montgomery




system of having his Division Commanders as near to the front
as possible and visible to the troops on very frequent oc-
casions He sald that Marshal Montgomery ran all operations
from near the front lines--~l thought he sald from his trailer--
and thet his Chief of Staff handled all operations 48 hours
from his rear headquarters. There seems to be a move in this
CincLant letter, which may have been derived from General
Eilsenhower's staff organization, that the Fleet Admiral should
be up in the front lines at all times, as Elsenhower indicated
was preferable in the European zone. Warfare en land and sea
are different, and on land the question of radio silence, for
example, while 1t has certsin standing; neverthsless is in no
way as important as it is in a big fleet movement where the
Commander has no freedom of action to make marked changes if
commuunications alone have silenced him.

4, The idea of the Operating Staff, therefore, I think, is
sound and is my idea of what Nimitz's Staff was at Guam. The
idea of an Advanced Base Staff 1s also satisfactory, and that
could be the Staff at Pearl. The Rear Echelon Staff would be
Commander, Western Sea Frontier who, in the last war, was ase
signed dutles as Deputy Cominch, but who, under - -this set-up,
would be Deputy CincPsc. I think that I preier in this case
the Deputy Cominch set=-up for a sea frontier of that nature,
as his control reaches through the Nation. I think that the
Admiral at sea should have to worry only about matters in the
ses. :

R, W. Bates
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NavaL WAR COLLEGE
NEWPORT, R. L

26 Feb. 1947

¥emo. for; Commodore
Gaptaing “Extes
Eartung
Dees
Dole

¥r. Keasing (for informaticn)}

annlyses
(c) How many sets (14 per set) should be purchased?
Your opinion and commnts are nceded bdegeuse it ig sn importand aspeot in
the iastructional phase of the Raval War Gollege.

4




13 Narch 1947
NMemorandum t03 Chief of Staff

This is a very unusual book. While it is in realisy

a satire, there is consideradle truth in the pieture por-

trayed. We, in the Navy, have seen some of this, bdut how

: mhlntualy oscurred, would only de known in $he higheyr.
echelons,

Colonel Dunlap has susceeded in giving a short resumé
of the baskground of the book with the lea figures.

: Waile I cannot believe that the higher echelons would
g0 to the lengths here shown, the fact Shat this officer
was at Headquarters Army Alr Forces (Washingkon), also
overseas in Headquarters on staff 8%th Alr Forge and United
States Strategis Alr Forees, gives some credsnse $o the
thought that some matters similar $0 these were occurring,

The book male s interest res A long digest of
18 N o

it i3 in the Readers Digest. not recommend i
for study, it ean be read as resreation as well as an indi-
cation of what not %0 4o in most cases.

R W, a.“.




Nemo. for! Chief of Staff

l. Xy opinion 1is that the students should be furnished
with a good acocount of the Navy in World War II besause
there w be no aseount having eonSinuigy .
Officers should be familiar with the actions this war.

8. 9n the other hand, I would be guite insistent that the

students write their own reports by referenss to the

- £3les. The siaff should de x-udnz able to determing
whether an officer has done the jed thoreughly or has

sopied 1% verbatim frem the HISTORX.

Re. VW, Bates
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. NAVAL WAR' COLLEGE
© . NEWPORT.R. L R

87 Narch 1947

Iworm for Mr, Porqth Wickes:

. The following items marked (a), (b), and
{c) are extracts from & book by Per inax, . X
have cheoked part of 1% = the part in Joffre's
‘memoirs, and, although the wording is not the
same, the idea 1s the same. The &ifference is
probably due to variations in translatfons, .
Also what Joffre said here is not im one paras
greph, a8 indicated by Pertinax, but s in two
or thres places, I have & feeling that Pertinax
wants to make 1t look a little worse than better.

Thers is Ab question as to the tremendous
capabilities of Petain as a tactician. He soens
$o have been gquite wonderful in those - ARy8 - .
b:: :l:aro 1s doudbt to his excellence as a strat-
ogis: , e . |

= Quotations «

(a) "But 1t should be noted that the all-important
- and risky deoision ~ the decision not to withe
drav from the right bank of the river, to avoid
4 recession which would infallidbly have led to
::: lgs:h oft'the t;ogrrgc ; was takpnﬁ;n the rx:lorn-
o e twenty-fifth of Pebruary Gene
de Castelnau.” ,

(b) ®"and 1t wust be added that, in April, Gensral Joffre
thought 1t necessary to remove Petain from the
sector, to promote him to the command of the Army
Group, beocause he found him inclined to order that
very retreat againast which the High Command had .
set 1ts head two months earlier, He replaced him
with Nivelle on May 1. Thus Petaln is more a
tactiolian than strategist,”




(95

Marshal Joffre says it flatly in his Memoirs:.
"At this juncture s new communder of the Army
Group had to dbe appointed. Thus occurred an
opportunity to acknowledge his merits by a
promotion and to get him away from Verdun,
which seemed to me necessarye.e. During a
round of inspection which I made at Petain's
headquarters, in July 1916, I was struck by
his pessimism, and the impression was shortly
afterward confirmed by others. As early as
June, Foch's firmness during his visit to
headquarters had calmed the excessive fears
aroused by Petain, whose confidence in the
length of time resistance could continue at
Verdun was very limited,”

Re W. Blt_Ql




Memorandum for Chief of Staffs

| I should 1ike to talk $o you at your convenienge, the
matter not deing urgent, on the question of my staff and their -

reliefs,

2. I am losing Gaptains Digkey and Willingham and Command ey \
Ramage. Who is to replace them, I do not as yet know as I san
sée the pressure teams making moves to change the original
froapoetive assignments. For example, I had understeod that

was to get Captain Ashford. Captain Johnson .says, that in
view of the necessity for certain qualifications in this ¢
of work, it would bewell to assign Captain Montgomery to
Analytical Section, and that they would be pleased to let me
have him. I know that requests have already gons in for
Captain Smith., . ‘

3. I have told my staff here that I did not desire to detash
them until all the Preliminary work for the Battle. of Kidway
-had been worked up., Both Captain Dickey and Willingham feel
that they san acoompligh this by early June.

4. The leave matters seriously affect my work here. Everyone
wants hls leave, and in view of the type of work at the College,
I think that everyone should have his leave before reporting -
permanently to me. Assuming that this is .consurred in, it
begcomea essential that those officers who are to be assigned

to the Analytical Section be directed to report here now,

This will not be too Aifficult besause I have talked to Captain.
Johnson, and I find that officerswho will be ordered to the
staff are belng placed in positions in Op Problem 8, where they
can be relieved without sert ously affesting the Problem. The
reason for bringing them here early is that i1t takes time for
them to abserd all of the many points which it has taken the
Section months to discover and analyse. ‘

S. I feel that, if I can get them within a reasonable time,
they will have a deep interest, will have a good picimre of
thelir new assignment, will have taken over thoroughly frem

their predescessors, and will be thinking, in a general way,
of their assignment while on leave. ,




»

6e We have not as yet received the most vital Nidway trans-

" lation, i.e. that of the Strik Foree, which Foree included
most of the earriers. Admiral Ofstie has -repeatedly promised
that he would see that we got it, preferably prior to publieation
'in the '0.N.I, Bulletin, but as the O.K.I. ‘Bulletin appears in
May, 1t would seem as if we had been forgotten. '

R.. *0 B‘t"o




15 May 1947

Hemorandum for Chief of Steff

l. I have looked over this letter to Captain Evanes and I will
comment sategorisally as follows:

(8) The Sprusnce interview is in the library, and I have
read it with interest and f£ind it understanding and a definite
asset to the Collegs. More articles of this kind are invaluable
in alerting the public to the high ealibder of our Eaval Cone-
manders, and, also, to the high position the Naval War College
occupies in the defense of our Eatlon.

(b) There 13 gome dtscussion sdout the Spruance interview
in Newport, but to what extent, I am not as Jot qualified to say.
My attention was dirested to this artisle by certain gentliemen
at the Reading Room. - The remarks were extremely friendly,
is a human, and especially an Ameriecan, trait to desire to know
people in the limelight. I am d %o see that Mr. Robert Young
is not seizing all of the headlines in the Rhode Island area.

1 believe that a remarkably successful Commander of his Nation's
forces in war 1s entitled to st least the same resognition
afforded an cutstanding industrislist. This article in the
Providenge Journal merely jelled what most thinking people had
already balieved about Admiral Spruance.

(e) I thoroughly believe in the negessity for the Navy
keoping in the limelight in a generally favorable way, although
I am not so sure that unfavorsble conment, on oscasion, does nos
have a salutory effect. It shows thet the Havy 1s human,

(d) In econnection with the battle resords of individual
ships, 1 feel that there is no doubt dut that the publie 1s ssill
interested in them, especislly in those whieh have some particulsy
reference to a definite area. For example, & story about a ship
namsd after a olty, or after a state would attract readers in
both that oity and state; also articles about some citizen of
some ¢liy or state would make good reading material in that oi
or state. Matters of this kind were published, whenever possible,
during the war with excellent results and have been published
since the war with equally good effects. I think that this Sype
of material 1s handled gensyally by the Pudblis Relations Officer
in Washington. It would appear to me preferable, thersfors, for
the Providense Journa)l to obtain the information on these matters
from Washington, rather than from here. The reason for this
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opinion is that there 1s considerable material in the Archives

whiogh presumably is still claasified, in asome cases perhaps

highly classified. This Command does not lnow what material

is now being released to the Press from the voluminous materigl

available.
. 4 (#) There is another reason why I believe it not well

to gllow a Press man $o0o much freedom arcund the War College.
Although a reporter, for example, might come hers for s while
for the purpose of obtaining information for articles similar
%o/ that indicated above, he is bound to be thrown in contact
with the trend of thought in the War College, and is bound,
‘therefore, to form an opinion whiech might be adverse to our
policlies or, even if not adverse, might de aired in areas where

""n would be avallable to a possible enemy.

S (f) I ran a security desk in Washington before the war,

" between July 1935 and July 1938. I found that I had to be very
careful to insure that information of a classified nature was
not becoming indireetly available to civilian organizations or
to foreign nations. I am not so sure that it would be a good
thing for the information in the College on the atom bombs,
guided missiles, possible enemy capabilities, etec. to be
avallable to anyone not immediately connected with the military
service, even though only indireetly through near contast.

I feel that no matter how hard we might try here to keep certain
information away from a reporter, and even though the reporter
did not seek the information, we would necessarily f£ind that

he was in possession of it anyway, whethey he wanted it or not.

(g) This 1s a rather long discussion to say "No%. There
are, of course, occasions when we might have somsthing for the
Press which a reporter like Mr. Spilman might use advantageously,
-and this we might feed to him., Otherwise,it appears to me that
jthat this feeding should be done in Washington.




18 May 1947

Nemorandum for Chief of Staff

1. The ua:f-ont of officers for the Analytieal S¢ssion

is quite satisfastory as to the officers coneerned, but it

is opﬁlot- than was agreed on when the requests were made

on Wa u!:.a. The organisasion as visuslized by me,csalled
for two a n and two surfase ship officers, or a tosal

of four assistants. I personslly believe that there is no
reason within my own divigion for eha Shis recommendasgion
and 1 8111 désire the four assistands erigi 11y requested.

8. I realize that the deoisions will have %o be made by the
High Command of the Gollege, and therefore it may not be
oxpedient to give me the help I require. On the other hand,

I hope that in weighing matters, the tisal Sestion will
not fall into the same position that the ineer Department
on board ship falls,in the assigmment of mumbers quali

of personngl. It has been experienge throughout my nava
career that the Engineering Divisions always are unfortunate
when compared wigh the Desk Divisions. '

Re W, Bates




1. I have read over your proposed organization and desire to
comment on 1% = (a) In general, (b) Specifieally. .

(a),h General Comment =

‘ I think that, in genersl 4% 1s a good organization and -
will handle the needs of the ollege along a sounder line of
endeavor than at present odtains. i am not partieularly in

‘faver of Swo items in ths general sphere. (1) I see no reason
for sc many Assistant Chiefs of Staff in such & relatively small
organisation. 4As a matter of fact I see no reascn for an - .
A_astlt‘ant‘ich:{ or_st‘.rt:: 31%. X r:g thatthm has bomonl .
tendengy in 8 organisstion to_imag & Command ‘mush geP
than 1t 1s, and for that reason I view the Assistant Chiefs of =
Staff, the deputies and the supervisors with concern. Is may
be that with the vast class of junior officers in the expected
future that scme sort of supervision may be necessary, but I .
.nx;ﬂu:{mt to feel that sush a person is required for the
senior class. : . .

in eonsidering the question of eivilian personnsl, and

eivilian personnsl mmust be considered, I must request that

. every effort be made to insure that my offise does not lose
the services of its present eivilian staff for assistance in
my analytisal activities. Provision must be mads somewhere
for this offide to have certain personnsl definitely assigned
to 1t, as a very particular type of writing, ets. is required,
and I have found few secretaries that £il1 my requirements.
Mrs, Keith and Miss Ferman do admirably in this regard, and I
:han be very reluctant if Mrs., Keith, at least, is not assigned

O MG. '

(b) Spesific Comment -

The spescific comment covers the Department of Anglysis
alone. I find in this organiszation, the same diffioculties ree
presented which I have repeatedly requested be set aside, I

- don't know why this is, but there is evidently a misunders
-~ somewhere. What I have tried to explain to your Board is that
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" this Department is completely unable, exsepting on rare odoasions,
to handle aenything other than the- battle studies. This type of:
work 'is extremely laborious and requires a. great deal of time on
the part of the individual members of this unig., It not be
known to your Board, but this office works .8yery day until about
5 otelock, repeate on S8aturdays and Sundays, to say nothing
.of work at home, in endsavoring to put out at a reasonable speed,
an analysis of a battle. “*he minds of the personnel who are :
trying to operate back in 1942 should not de broken out of that
‘veln of thought and inso, for éxample, 1947 or 1950, because- the
weapons and tadtics are considerabdbly different. .This Comzand has -
recelived some eriticism because of reputed hindsight., This ean
be attributed, in part, to the fast that it is hard to throw .
one's mind back into 1942. Any breask into 1947 or 1950 ‘
naturally delays the solution, : :

it 1s, of course, a function of the President of the War L
Gollege to determine the position that the ma jor battles of S
* Warld War 1I are to ocoupy in this assigmment. In this eonnection
-d-was advised that they had a major priority. Should this S
Department be called upon to perfora the majority of the functions
listed under Paragraph 6 of the staff organisstion, it 1s to be
~expected that Naval Battle studies will be submerged. _—

.When I agreed tc handle some special matters, I was merely
being a: "sport”, with the hopse that I might, ‘on oecasions, be . -
helpful in settiing or assisting in settling. some problsm which = -
might be bothering the College. . Instesd of that, .1 am now ecalled
.upon to evaluate the effescts of new weapons, to condust researsh
-on special matters, to somment on fleet - publiecations, eto. I ' -
feel that thsre should be a star in front of all of these, as any
one of them might de sufficient to stop work on the Battle studies
for some time, - : ~

2, I don't want to appear unscoperative, tut I owe it to the
President of the College to state the facts Plainly so that they
may be nndorstood.‘ , - : ,

Re W. Bates




yﬂx‘ -of

-3¢  With referense to my requess for crders to Washington .
I desire to state that my trip to Washington has two objestives,
viss . (1) To see Admival Figeh end (8) To see Captain Chandler,

i have udtnmwa[to £fly down at 18130 tomorrow afterncon

and to return’ on: ,

g 1 spoke %0 Admipal Fiteh ontha phono tha" cthor day and I

. 4 feel -that if I can get down there and talk to

discovered that alshough he had read ‘the Coral Ses, he had not -
‘bad a .ghanse to do mush more, as.he said he was in the process .~
of g;tﬁng re»organized sfter having been retired ebout one )
_monkh ago. He sald that he would 1ike to talk to Admiral
Fletcher before he wrote a.ngthiu. 1 told him that we had =
‘already heard from Admiral tcher, tut whether he cculd under-
-stand or not, 1 do not_know, as the communication was terrifiel

poo¥s. The indication I got from Admirel Fiteh was that 1% migh$

-be some time before M got around to really look_:.x-:t thes bo
and at the same tise exchange copies wish him, I may de able $o0
expedite hig action. Very frankly, it ¢s not neoeasary $o have
an; approval from Admiral Piteh at all, as he was a subordinate
- Gommander, : :

o« Iin addition, while in Wash ington I would 1ike %o see Captain
" Yhendler, to see what gsan be done about prénting this book ex~
peditiously. It seems silly to spend hours and days and months
of the most painstaking effort to get something out and then $o
have months go by with no definite action. ‘I believe that I oan
if not speed it up, learn the method of approash. '

4. 1 have spoken to Oaptain Hanson about the printing snd he
agrees with the above plan, In fac$, he auggoatgd it.

R. W, Bates
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] | 9 June 1947

ﬁag_g’r_g_n:dm to Commodore Cgrroll
T |

| IA pursuanse ©f We discussion this morning soncerning

1.
the' presentation, I want to somment as follows:
, i (a) General,

[ ' J think that the presentation 1s, as a whole, well.

a?éo and should de interesting to those who sre invited te

listen. I heve soms suggestions, however, whiesh I personally
4 improve the reaction of the listening audienge.

to suggest that too much time is given

You probably
ed upon the
{aty nothing at all was addressed to
. thes ehelir coneerning the baeckground ef the problem and the
/i styategic aress. Therefore, it might be better if both Dunlap
- 'and| Noentgomery wers given more time on their phases at the ex-
/ 'pehse of the baekground and strategic areas., If necessary,
[ you might sum up the whole thing as you were doing., I thought
/  that most of the charts were pretiy good, although some of the
strategic eharts were a little laeXing in character.

(b) Specific Comment.
(1) Commodore Carroil, .

i think Commodore Carroli did not spsek loud enough,
s 1t was hard to hear him where I was. I suggest that he cheok
this upon arrival in his lesture room in Washington. I think

that 1t would be wise if all slldes were read by either Commodors

T

QGarroll or Captain Croaley, or both. 8hould Captain Crosley
ido 1t, he should riss and read 1%, perhaps using a pointer,
e, this connection, it would be well if you brought along our
&rrow pointer, so that Commodore Carroll will be able to face
/ the audiense when discussing the charts, more than hs did this
 morning. The necessity of pointing things out on a chart ons'g
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self, often interferes wish
and the listemer. ‘

R (2) GCaptain Crosley.

. i Captain Crosiey, in my mind, spoke $oo fast, and his
back ahd face were, for a large portion of the time, directed
at the chart rather than at the audiense. Perhaps if you ¢an 4
sut Captain Crosley's time and reduce his coverage, he may, " .
in addition, be able to slow somewhat. It struck me that.the
area’ studies presented by him were a little Soo long and $00

eneral. I suggest hers, that although it is well to point out

ne. global nature of a problem of this kind, that it be very
general, and that more specific discussion be made where
partioularly applicable to this problem. 1 should like also to .
-suggest that where Captain Orosley discusses rivers such as $he
Amur and the Lena, that he indieate whether they are open to
nayigation through the year. Very frankly, for this problem

‘both these rivers ssem unimportant, |

. (o) Both Captain Montgomery snd Oolonel Dumlap covered ~
. thelir subject matter very well in the iimited time ‘but it appears
" %0 me that their subjects are the onss most vital go this problem -
and should be 80 expanded as to cover most of the points broughs

- up in conference today. I still ecannct help wondering what

. actually would happen to our air over the continent, Zhe Germans

’ shot down, roughly, 17,000 planss without employing the VT fuse.,

. I presume that they have sush a fuse now. Do you remember what

: . Gemeral Anderson said concerning the raiders over Jdermany and
.~ the VI fuse? I thought Colonel Dunlap pronounced combatant and
. . formidable incorrectly.

2, Finally, 1 still think that it might be well to point out

the motives of this problem, not as an apology, but as an indi-
cation of exactly what the problem is. As you so aptly said

on the platform, it is not a War Plan, but is simply s study

of a modern situation which could develop and of the action o

be taken to solve its first phases. As I visualize the probdblem,

it 1s solely to train the students in the solution of a military
problem, with definite assumptions, and by solving it, the students
become familiar with the solution of large probidemse-globglee

and at the same time, become familiar with the strategic area.

sommnication between the speaker

Re W, Baﬁoa




Commod Carro

1. I have looked over this Alr Intelligence EsSimate and I

- think that 1% 1s, in genersl, sound. However, there is one
point in 1%, in particular, which arouses xy interest, and
that 1s paragraph 8§ on page 3. It has always been ny under-
standing that the "method of capabilities” was essentially
She German General Staff method, snd that the "method of
intentions" was more or less Napoleonie. It is possible shat
there is a 1ittle of both in bosh. However, the "method of
eapabllities” as Alscussed in this paragraph 5, is not sorrest.
¥hat {s disoussed here, is the "method of intentiocns.”
Fortunately, I looked throuph the estimate form and found that
it ealls for the listing of enemy capabdilisies in the order in
which they may affeect the mission, and not as stated in pera-

graph 8,

8. I am quite interested, also, in what Admirsl Brown ealls
the Estimate of Ensmy Air Reaction, This is not anything new,
and 1s expounded in $he Green Book Estimate of enemy sapadbili-
$ies and, by inferenss, in the Armed Forces Staff Estimate. No
oeourse of action san de sdequately tested unless it is tossed
against the enemy eapadbilisy whieh opposes is. To do shis
requires a definite study of enemy resctions. What seems %0
have been discovered here as a brilliant new mental prosess 1is,
in fact, an 0ld mental prosess whish was placed in print long
ago. In my opinion it is the only mebhod by whigh an adequate
;.onpa:hon of all sourses of sction and enemy capabilities can
BAGO. ,

R, W. Bates
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29 July 1947
Hemo for Lie '

‘1s - With reference to your souwrtesy in withholding my cheokage
until you heard from me, I wish to state the followings- = =
"I was detached from the Philippine Sea Frontier, where I .
.was a Commodore and Chief of Staff, and ordered to tes ary .
duty in the 12th Naval District. I had been found %o have soms -
8light heart condition which was to be cheeked in Mare Island
Hospital, I was ordered to Mare dsland Hospital for temporary
-Guty where I remained until I was declared well, Then I was.
ordered to the Naval War College. Ny orders were for temporary
duty which continued until Januery of this yeeyr when I was
_ordered to permanent duty. The reason for the Semporary duty
was that the Bureau of Personnel was unadbie to spot me $o my
"new job as a Commodore and, therefore, they ordersd me to
texporary duby whieh permitted me to retain my renk. Except
for the first few days in the hespital, I was allowed to be up,
and finally to go home as I desired. I resided with my parents .
in Alameda, California when away from the hospital. o

- The inast!.-on as to whethsr, for the period mentibmd, I was
to be allowed quarters allowance was, 1 feel quite sure, dis-
cussed at the time and was decided in my favor,.

~ 1 can se® no reason why I, under the above peculiar situa~
tion, am to be deprived of allowances granted to others? Wasn't
there some order 1ssued which stated that officers and men re-
turniz,:g from the combat areas were to be awarded certain allow~
ances

- All of this 1s hazy in my mind, but appears to ms o be
correst enough to support my sontention that I should not be
checked the allowances in qusstion., Certainly, had it not been
the Bureau's wish to retain me in my present rank, I would have
received permanent orders. As the Spaniards would say, "No es
la culpa mia.* ,




'8 August 1947

. Memo for chg £ of Staff

‘1. _In accordanse with your oral direction I have read the

book "The Japanese at Leyte Guif" by James A. Field, and I. . .
 have :.dd it read by the senior air member of my staff, Captain
Ashford. ‘ . S

8 Ny opinion of the book followss

: 1t _covers the Battle for Leyte Gulf from the Japanese side
only. It fills a gap in the study of this Dattle, as presented -
at the War Oollege last year, in that it not only presents the
<Japanese plans, the reasons for arriving at then, the major
events of the battle and the reasons for $ts fallure, but 1% also

. appraises. s$heé prinsipal Japanese Commanders. Although mueh of
- the information provided in the book is in the USSBS fn- - :
terrogations and reports, the method of presenting the information
and of tleing it together without mention of the Amerigan :
Gommanders is interest and instructive. The book shows a
group of the naval and air operations presented, which is un-
usual in one of the author's limited experience. Perhaps Rear
Admiral Ofstie had a hand in that,

3. In view of the above, it is recommended that this book be
required reading when the Battle for Leyte Gulf is studied. .

R, W, Bates




13 September 1947

mm_m.g&m

The Rnnl War College is the lnvy's sole mutuuuon of
hamins -horo the art of command in puro naval uttora rocoivu
primary attontion. Its objective i3 the “improvement of protnnonal
Judgment. in comuand” and 1t is charged by the Hation vith produsing.
suscessful commanders in war. '

its importanse to ﬂ;n National Defense cannot be onéo
emphasized. It plays a part similar to that of a "school of
football coaches.” It traing the comch (GinC) who, in turn, takes
competent players (ships) and welds them into  closely knit team
(force or fleet) and then directs the play (tnotiu) thru & signal

calling quarterback (oommdor) who thoroughly understands tho
game of footdall (art of war). All Americans know that a 3ood
football team with She coash poorly trainsd in the art of football
with the resulting poorly trained quarterback (unless he is a
genius) rarely ever wins football games. All students of war know
that a good force or fleet with a CinC poorly trained in the art
of war and with a force or fleet commander also improperly trained,
rarely ever wins battles. When s coach is poor he is generally
fired, and a new nbe 1s obtained after mich searsh at Ho. matber
mhat cost. In the dig universities, the new coach is usually




ohosen on his resord. o
mon a Gmndor-in-ahut, or a Commander, fana he ‘should

also be fired. A new one must bo obtainsd at om. Often there

u no reeord as to his abiuty as a atutoght or n tacti¢lian,
.»ompting that at his War o;logg ﬁoto here that General
Elsenhower stood one at the co-nnd ard Gcnoral Starf Bchool.

Fort I«vomrth. ﬁu Naval War College Adoes not classify its
graduates by elass standing, but tho Proctdent of the Gbllogo and
his staff do obtain good ideas of the upab.us.thu of various
'atuﬁonts. Many of its graduates in this past war excelled in
w.- Among these were ‘Admix-ua, King, Nimits, Hﬁluy, BMu,
‘Howitt, Marine Generals Smith and Geiger, Army General Kruger.

' As the only plaece in pﬁaco where a Commander's sbility in
solving military px'oblm can be ndoquately tested and where hig -
rrofessional - judgment can be mproved is at the Eanl War College,
1t becomes immediately apparent that the War College must also be
kopt up at no matter whet gsost. For, at the War College, not only
do Commanders learn to solve military problems, but they also learn
to use there the new weapons of war in chart and game board man-
euvers. Thus the student, by paper cperations, not only improves .
nis professional judgment, but ho’, at the same time, solves
problems, a$ gmall sost, walch had the flest Deen forced to play
them, would have cost the government untold millions of dollars,

as well as serious diploahtic headaches. 7Thlisg statement is not
opposed to flest maneuvers--it considers them necessary-~but. merely




indiutes hov luny deas- (thooutical) ean’ bo lolnd at tho lar

00110504 .

' ft is, of course, spparent that a footbell cosoh who is mt
given tl‘u facutths for taaching the geme, cannot be oxpoctod to
40 his hoat. The same’ appl!.en to the war College. If it. 1: not

£l givcn surﬁoient Tacilitles (monoy) to mure its best m, it

. cannot be cxpootod to produce its best product, end if the
Preaidmt and Chief of Staff who properly ghould be be atudxf_ngg
g_g_ng__;_g snd the gurriculum zo determine who and -hat is best, are
forood to worry about finanoces, how can thox be oxpootod to produce
the best results in their students? A few thousands of dollars
_spcnt ﬂnly at the War College may save the Nation in War and my, '
by assisting in ending war quickly, save the Nation billions of '
dollars, , " - | ‘

The War College has recently been reorganized to the end that
the maxfmum use of all facilitles with minimum officer and civilian
personnel can be made. This reorganiszastion includes two new ,
departments--one of “ogistics and one of Analysis. Both of these
departments support the department of Strategy and Tactics and both
of them were directed to be established by the Chief of Naval Opera~
tions. A discusslon of the Logistics department has been made and
is forwarded herewith. The dapartﬁont of Strategy and Tactilcs
speaks for itself. Therefore, the department 'or'Annlys.ta‘ will

be discussed now.
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" 14 October 1947

Memorendum for Chisf of Staff.

l. The situation arfootmg my section is becoming somswhat
. confused. I suggest that I be authorized to make a trip to -

' Waghington to investigate for myself. I am willing to stand -
all-expense. Let me indicate 3 happenings: -

(1) No more translations. We have requested enough trans=.
_ lations and the CIC has agreed to translate enough
- to keep the section busy until June, anyway. However,
1t now refuses clarifying translations which we request
from time to time. I lknow Roscoe Hillenkoetter very -

well and I can discuss the picture with him,

- They appear to have lost the original manuscéript on
.the Battle of the Coral Sea, together with the fore
.warding letter whish directed the printing with Bupers'
funds. Captain Chandler states that it seems to have
vanished. The search is continuing.

- My staff should not dbe decimateds The work is too slow
end arducus and requires too much research to permit
en officer to be summarily detached. All officers
agree that it talkes at least 2 months to get oriented
into what is required. I should like to discuss this
point with Bupers.

R. W, Bates




Captain Bates

’ Roam N-17

Somorends far Chief of Stafd
Subjects Level of 2tudy st Poval For Collegoe.

1e In view of ihe food thet 2ot all in Fagiteytes
soo acreed o the lovel of sbudy 4o Yo underislam ot the
2kilE, CommendSne Gamerel st the 24r Undwmeaily, mey e
of interesta

7 dafinitely do mot soyoe wSih Sopersl Jeyow's view
tmt thore is ns repdremmt for Far Cellege lewel instruetios
within ssch of Y thrwe serviods. 7o feal slvengly tiat the
commmnder of sush Joroe is respamsible for the Righest do=
wispemt of the etretegy of the eployent of tet arm,.

e Mgher strstegy of neval evioymens, wve ool s iy
Rer Collepe mowet oontdnus the study mud desalopment of the
stratery of smplovnem® of afr power mud 211 ida rPelatsd
o walts spert oves Jyom thet somsiferetion, it is

wctly sbvicus thet tis phyaicsl especity of the Sationel
Tar dollege st alweys remaln toe liuited to sorve the needs
of hgher eduastion for the sarvisss. The suo®m is Bub Sidrty
offiowrs & voers” :

W.

Ce Re ZRFE
Sigar dmivel, TH
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VAL WAR COLLEGE
NEWPORT, R. L

10 November 1947

a%orandum for Chief of Staff

A

With reference to my Washington trip I have to report as
follows:

1. The missing volume, Battle of the Coral Sea, has been
found. Theres appeared to be considerable doubt as to where it
was found and who had it, as Captain Southwick did not know.

The man who delivered it to him=-=-a civilian--said that Captain
Roonley had it. Then he mentioned a Doctor Gayer, who appeared

to be completely unknown to Captain Southwick. I sat there as
the lost book was brought in. Captain Southwick will probably
say that the book was stowed away because they didn't have monsy
to print it, and do not expect to have money for a couple of
months. 'The whole thing is very careless. I would judge from
the appearance of the book and the appearance of the forwarding
letter that the book was not in a safe, but had been stowed some-
where else. Anyway, it has been found, which is a relief.

2. I talked to Captain Smoot sbout the detachment of
Richardson, and Captaln Smoot said that he was not going to .
detach him and also said, "I am not going to snipe at you anymore."
He then told me that the man responsible for the trouble was Captain
Heffernan, who had called him and told him that it was quite all
right Yo detach Richardson and to please issue the orders, or words
to that effect. Captain Smoot then told Captain Heffernan that his
word was not sufficient, and that he would refer the matter to the
President of the War College through Admirsl Sprague. He said
further that the reply from the War College was a very nice one
and that they were not going to do what the historical section
suggested. By the way, Captain Smoot is being detached and will
be relleved by some Captain McClain--I am not too sure of the

spelling. J N

3. I saw Admiral Sprague. The conversation was gquite
friendly. Admiral Sprague said that the War College had top
priority with him, and indicated that it was a sort of g strain.
Why, I did not discover. I spoke of Admiral Sprusnce's letter
in reply to his, and he sald that he hadn't seen the reply as yet,
but as he had been away for some days, the letter was probably in

his besket.
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4. I saw Captain Fullinwider in the office of ONI, —
concerning translations, and he said that, for the present, they
had no translators, but some time later would, of course, have
them back again on reserve duty. When that occurred, which would
be some time from now, they might be able to do some more trans-
lations. As ONI and Captain Fullinwider did not appear to be a
very fertile ground, I went over to see Captain Olsen in the CIA.
Captain Olsen called a conference of the representatives of the
three services in charge of translations, and we di'scussed the
problem. He showed me a latter, which he had just drawn up,
which Indicated in the first 3 paragraphs that they wouldn't be
able to do any work, but which in the last line indicated that
they might. I asked them to explain this seeming paradox.
Captain Olsen said they expected to bring In a bunch of green
translators who would translate non-classified materigl until
quallified for classified, and that therefore these men might be
avallable for our work for a time. He said they expscted to
begin gettinﬁ translators in about two weeks, but that it might
be longer. @ also sald that the Naval War College letters had
helped very much in getting thils extra help and they were grateful,

1 then went over and saw Roscoe Hillencotter. I had a very
friendly discussion with him also. He indicated a support for
Captain Olsen's plan, and seemed to feel that we would get some

work done presently.

-2-

) I asked Admiral Hillencotter about the congressional in-
vestigations of the movie people and he said that everyons of
those men who had refused to answer was definitely a member of
the Communist Party. I told him that we might be interested here
in having the head of the FBI, Mr, Hoover, make a talk here, and

if we asked him, would he come. Admiral Hillencotter said that
he was quite sure that he would come if we didn't make it right
away, but gave Mr. Hoover a little time to fit the address on his
schedule. Admiral Hillencotter also volunteered that he had a man
in nis own office who was very familiar with the Russian police
set-up--who had lectured at the National War College--who was
really very good--and he would lse t him come almost any time we
desired him, and recommended that he come.

5. I had a long chat with Captain Ralph Parker, who was
working on strategic command problems of the past war. He said
that he wasn't quite sure .still what he was supposed to be doing,
and that he thought that the analytical section here was writing
up some of the command decisions incident to these actions. If
this was so, 1t would reduce his work. I suggested, if it would
‘help him, that I would send him a copy of the Battle of the Coral
Sea and of Midway as far as we had gone, which he accepted with
astonishing promptness. Captain Parker sgid that his left ear
was bad and he didn't think that they would keep him on duty any
more. He also sald that he thought that Admiral Spruance was very
smart to get a house on the West Coast and that he himself would
like to live there, but having dug in in Washington, he doubted
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i1f he would ever move agaln. He certainly 1s a fine fellow.

‘ 6. I heard two different comments concerning the War College.
Admiral Ofstie said that he thought that the College wasn't up

to date on air. I took exception to this to a degree, and told
him that I thought air was being as well handled as possible, as
we had a competent air staff. He said that the principal comment
that he had heard had come from Assistant Secretary of the Air,

Mr. Brown. I told Ofstie that I was somewhat surprised, as I

did not think that Mr. Brown, although a recognized supporter of
education, was familiar with what was going on here, and that if
things were not all right, I presumed that Admirgl Brown would
find it out and make suggestions. Ofstie is working on a plan

for war which I will discuss outside of this record. Admiral
Hillencotter said that the War College was a wonderful place and
all he had heard had been highly commendatory. In this connection,
Admiral Nimitz asked me abouft the War College and what did I think
of 1t and what had I heard about it. I told him that I had heard
two stories in Washington; one, from Admiral Hillencotter, that

it was wonderful, the other, Admiral Ofstie, that it was apparsntly
a fine institution, but a little backward in air. Admiral Nimitg
sald Ofstie was pulling my leg, as that was a means of getting
information. I told the Admiral I did not think so in this case,
but I didn't mention Secretary Brown. I don't know why it is, but
I feel that our presentation in Washington may have been respon-
sible for certain negative comment.

7. Captaln Southwick wanted to discuss finances with me. i
+ I told him that I wasn't qualified to discuss them now, but that |
I would listen to his complaints. So he stated that he was havi
trouble in getting justifications for our requests for funds, and

indicated that there were two matters which required justification
one in particular being the Electronics Building. He gave me some
papers which I am forwarding herewith. These papers are the last
fword in budget estimates for the War College. He asked if we
would not expedite in getting in these justifications, and indi-
1icated that he could not understand the delay. He modified his
"tcomment § to the extent that he said the justifications might be
in Washington and he simply had not got them.

fde said that there was considerasble discussion: concerning
the overlapping of colleges. I tried to explain to him that it
made no difference, as the number of people who go to colleges is
far below those available, and that few officers g0 to more than
one college. In this he concurred, and stated that only 35% of
all naval officers get any superior education of gny kind at all.
He pointed out that there was considerable discussion concerning
the logistics course at the Naval War College, and said that they
were having difficulty in interpreting the differences in training
between the colleges. He then gave me a UN Training Bulletin with
sections underlined, which indicated statements by Captain Benson,
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which I personally believe are untrue. I went on to explain

to Captain Southwick how our Loglstics School functions and how
we function exactly as a staff of g Commander-in-Chief, maneuver-
ing task forces, etc. and that no other institution could provide
such particular training. In this connection I think that we
will have to beware, because 1t appears there is a move afoot,
which may have been suggested by the General Board, to examine
into these college overlaps and possibly to fold up one or more
of the colleges, or a particular branch of one or more of the

colleges.

) 8. I had quite a long talk with Admiral Hopwood, which was
accidental, as he came into Admiral Fechteler's office when I
was there. Admiral Fechteler did not show up, so we discussed
eéverything, including the pay bill. Hopwood said that money was
tight, and the inference I got was that they were trying to get
a deficlency appropriation of 50 million dollars which, if we got
it would give the War College an additional $5,000. If they got
%lS0,000,000, then we would probably get #20,000 extra. This
©-20,000 is for rebuilding the War College, I complained
bitterly that our allowance was not adequate and that we were
working very hard to keep the expenditures at the minimum, but
from what I could hear, other organizations of similar type were
not doing so. In this connection, I had seen Commodore Sprague
from Armed Forces Staff College over in Bupers and I had seized
from him the Armed Forces Staff College Budget which is 733,000
dollars. Part of this is for keeping up 180 sets of quarters,
which 1s compensated for by the return as shown of $230,000.,
Even at that, the Armed Forces Staff College is getting $170,000
roughly, more than we ars with less personnel. I was told by
either Commodore Sprague or Captain Southwick that the National
War College has a budget of over one million dollars for, roughly
100 students. I pointed out the utter incongruity of these allot-
ment s. -

9. I saw the Public Information Officer for not over 2
minutes, as he had just come in from Columbus, Ohio, and I was
leaving the building to return to Newport. He told me that Major
Elliot had liked the Ngval Strategy and Naval Tactics articles
very much, but that Blocksde was not considered up to the standard
of the others. I had wanted to discuss PI matters, but I had no

time.

10. I had a long talk with Commodore Maher concerning the
Elsctronics Building, and he said that he sort of claimed an early
jassoclation with a similar idea which had been advanced by Admiral
jLaning in the Fleet; that it was of great importance and they were '

going to do all they could to push it along. I think that we shoulg
{jfollow this electronics thing rather closely. While Commodore f
Maher 1s in that desk, we have a friend.




1l. I had a talk with Admiral Towers, who said that his
Board had completed a four-months!' study of the naval establish=-
ment and had made recommendations for consolidation, including
the closing of stations, etc. but that what was ‘happening to the
report, he did not as yet know. This alarmed me a little, as I
know that I had been interrogated by that Board soms time before
concerning the possible overlapping of colleges and the possible
closure of overlaps.

12. I had conversations also with Admiral Casto Glover,
Captein Carter, Admiral Riggs, Admiral McMorris, Admiral McCrea,
Admiral Curts, Admiral Ramsey and others. Admiral Cato Glover
has been transferred to the Joint -Staff Planners and Captain
Carter had succeeded as head of Strategic Plans. I also had
dinner with Chick Glover. I will tell you about it.

13. I had a talk with Congressman Gerhardt of Fresno, Cal.
of the Ways and Means Committee, and I discussed with him the Navy
Pay Bill and the necessity for immediate action. He sald that
his committee was going to take up Armed Forces legislation to
build up a strong Armed Force as one of the first items on the
agenda. He also indicated that there would definitely be an in-
come tax cut as of 1 January. He pointed out that before the war
there had been 7 million tax payers and now there were 52 million,
Evidently for election reasons, they would like to cut out many

of the tax payers.

14, It was a little difficult, coming in as I did, to meke
good connections with the people that I wanted to see. The result
of this was that I had to wait some time in some offices. In the

case of Admiral Sprague the delay was quite an extensive one,
because he apparently had a conference. Washington is full of con-
ferences. Carter told me that he had been to three that day, and
Gnu Maher appeared to be attending them all the time. What they are
about, I do not know,

I think that this visit of mine wsas very productive--I gaw
a great many people and I was surprised at their very friendly
manner toward me in the highest echelons. - I had no difficulty in
obtaining information, in fact, it was readily volunteered and I
was often Interrogated as to my personal reastions. I personally
believe that the War College requires closer contact than at pre sent
with the Washington boys, Commodore Sprague from Armed Yorces Staff
College was there merely to cement relations, and Harry Hill is
right in the middle of the soup. I had a long talk with him over
the phone. He wanted me to visit him and to hear the lecturs by
Lord Inverchapel, British Ambassador, on Saturday morning, but I
could not do it, as I could not have finished my mission and caught
my plane. Those boys in the National War College are certainly
building themselves up in the Washington scene. :
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John McCrea wondered why you never came to Washington,
Perhaps it might be wise to venture therse.

R. W. Bates




NAVAL WAR COLIEGD
Newport, R,I. -

10 December 1947

Memorandum for Staff

-

Subject: Speech Instruction and Analysis « Tentatively
scheduled for the week of 26 January 1948,

1, Professor Packard of the Harvard University Speech Depart-
ment will conduct scheduled speech instruction and analysis for
one week, tentatively scheduled for 26 January 1948. When not
otherwise engaged in scheduled instruction, Professor Packard
will be available in Room 226, Luce Hall, for additional con-
sultation.

2. The officers listed in Annex A are requested; prior to 19
December 1947, to msckz a 5 to 6 minute recording of a prepared
lecture or presentatica which they have previously given, or to
prepare such presentation for the occasion, preferably on a
Naval subject, Thess recordings will be mailed to Professor
Packard for analysis prior to the scheduled periods of private
consultation to be ccnducted in January. )

Se When the actusl date (calendar week) 1s firm, a detailed
schedule of 30-minute consultations each for each staff officer
and designated student officers will be prcmulgated, For this
latter consultation, cfficers are requested to bring with them
& prepared lecture or presentation on any subject, preferably
prepered Dby themselvss, (Do NOT wait unt.l tims for our con-
sultation to have this material available, )

4, When the schedule is distributed, those officers unable to
meetl the scheduled time are requested to notify, as soon as poOs=~
sible, Commander Hay (or Captain Dunlap), in Room 116, in order
that another time can be made available., Due to the tight sched-
ule and the large number of officers concerned, rigid adherence i

to the schedule is necessary.

Se Refer any quest.ons relative to the speech instruction pro-
. gram to an officer oi' the Communications Section, Room 1186.

//?,/}/ : //f}/'
AL Ly K ey
ALIAN E, SMITE

‘Rear Acdmiral, USN

Distribution: Chief of staff

Officers in Annex A.
Staff.
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NAVAL . VWVAR COLIEGE
Newport, R.I.

ANNEX "A"

. Officers designated to make 5 to 6 minute recordings for
analysis by Professor Packard. (These should be completed. by
19 December 1947.)

Staff

R, Adm, C, R. Brown, U,S.N,
Captain P,C, Crosley
Captain J. Sylvester
Captain S, B, Dunlap
Comér, E, K, Schofield
Commander A, T, Church
Coumander E, C, Stone

Students

Commsender G, Hawkins, R,N,

Ltes Comdr, GeS, MOW:L]—, R.N.
Commander J,S, Richardson, R.N.
Nre. T, A, Hickok (State Dept.)
irs J.B., Lathrop (0,E.G.)

Captain W,V, Hamilton, U.S,N.
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